There are surprisingly few valuable services brands, which may be due to the lack of services branding knowledge and the inappropriate use of product based branding advice. To contribute to services branding knowledge we firstly undertook a review of the services management and services branding literature, followed by depth interviews with 28 leadingedge consultants. We found a need for ruthless clarity, not just about the positioning of the services brand, but equally about the corporation's genuinely felt values. Success is more likely when everyone internally believes in their brand's values. When management behaviour is based on genuine conviction, shared values are likely. Through shared values, there is a greater likelihood of commitment, internal loyalty, clearer brand understanding, and importantly, consistent brand delivery across all stakeholders.
Introduction
In the services sector it is common to see firms following a monolithic branding strategy ). Yet, as services corporations extend their portfolios, they gain from the inherent brand equity of awareness and possibly goodwill, but dilute the corporate associations and raise expectations about their new offering, which may not be appropriate. This may be one of the reasons why there are so few successful services brands (Kochan 1996) . One can only speculate since in this sector, which accounts for over two thirds of developed economies GDP (Lovelock, Vandermerwe and Lewis 1999) , there is a paucity of published advice. By contrast, considerable guidance is available about strengthening product based brands (e.g. Aaker 1996) . While there is much published about the differences between products and services (e.g. Cunningham, Young and Lee 1997) , this is little of value when seeking to successfully develop services brands.
Building on earlier work (XXXX, 2000) , we seek to show factors critical to the success of a services brand. The paper opens with a review of the relevant services management and services branding literature to understand the problem of developing successful services brands. It then considers inferences about the development of successful services brands.
We describe the research context of in-depth interviews with 28 services branding consultants and report our findings derived from their perceptions of specific criteria that contribute to a successful services brand. Their recommendations for successful services brands are discussed and the implications for the management of services brands are considered.
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Literature Review
This brief literature review will discuss relevant insights from the services management and services branding literatures.
Services Management
Many writers regard the 'service encounter', the moment of interaction between the customer and the firm (Lovelock, 1988 ; also known as 'the moment of truth' see Normann, 1984) representing the defining issue in the management of service firms. Bitner, Booms and Tetreault (1990, p.71) argue that 'the service encounter frequently is the service firm from the customer's point of view'. Yet often front-line employees are not trained to understand customers and do not have discretion to ensure effective responses. Furthermore customer facing staff may be relatively poorly paid, resulting in low levels of motivation and responsibility (Bowen and Lawler, 1995) . This can be disastrous for the services company and its brands.
Products are easily copied by competitors; service is not. Since service depend on the culture of the organisation and the training and attitudes of its employees, it is more difficult to build and sustain successfully but is more difficult to copy (Albrecht and Zemke, 1985; Doyle, 1989) . Indeed Doyle stated that "service is perhaps the most sustainable differential advantage" (1989 p.87) in building successful brands. Heskett (1987) argued that service management practice could be of interest to a much broader audience. Some of the specific practices which he identified included: close coordination of the marketing/operations relationship; an ability to direct the service vision not 4 just toward consumers but to focus on staff responsible for delivering that vision; control of quality by means of shared organisational values. He saw this as part of an iterative and selfreinforcing process necessary to the successful management of services and service organisations. The stages in this process are shown in Figure 1 .
TAKE IN FIGURE 1
The Process of Successful Services Management Quinn and Paquette (1990) reported that such a self-reinforcing services management process which was demonstrably dependent on employee commitment required that service organisations be stood on their head, and the whole organisation needed to 'work for' customer contact staff, in order to help them make the most of their service encounters with customers. Gilmore and Carson (1996) support this since they argued that a service organisation relies more heavily on its customer service management than does a product organisation. These arguments represent a development from Levitt's (1972; 1976) argument for a 'production-line' approach to service, stressing the need to increase productivity and technical intensity in service organisations. More recent writers on service management (Bowen and Lawler, 1995; Heskett, 1994; Bitner, Booms and Tetreault 1990) while recognising the importance of services operational efficiency have shifted the emphasis towards matching efficiencies with systems and procedures which enhance employee effectiveness. For example Bowen and Lawler (1995) suggested that empowerment of frontline staff is a more profitable approach than a production-line focus, because it emphasises the equal importance of both operational procedures and employees' state of mind. These empowerment practices must include sufficient power, information and rewards. Lack of any 5 of these hinders empowerment since employees don't have the necessary means for exercising their discretion on the customer's behalf.
In summary, a set of related issues relevant to this research can be highlighted. The centrality of the service encounter; that the service vision is delivered to consumers by service employees; the need for responsiveness in front-line staff; the mechanisms, such as empowerment, by which such responsiveness may be attained and that effective service organisations may fruitfully be regarded as reverse hierarchies. All these points have relevance to services branding, as will be explained in the analysis of our findings.
Services Branding
A holistic brand image integrates entities such as values, colours, name, symbols, words and slogans. Berry, Lefkowith and Clark (1988) argued that once an organisation establishes a favourable brand image its main task is to ensure consistency. They further argued that since service companies often follow a monolithic branding strategy, consumers mentally group all the corporation's portfolio together, expecting uniformity, thus management of brand consistency is even more important.
Although there are differing interpretations of "brand", it is not the definition which distinguishes product branding from services branding, but the executional strategy (de Chernatony and Dall'Olmo Riley 1999) . The interpretation of brands as a promise has been adopted by several writers (e.g. Ward, Light and Goldstine 1999; Ambler and Styles 1996) and is particularly appropriate for services. Ambler and Styles (1996 p.10) define a brand as "the promise of the bundle of attributes that someone buys ….. the attributes that make up a 6 brand may be real or illusory, rational or emotional, tangible or invisible" Although we can continue to regard services brands as clusters of functional and emotional values, nevertheless, because of their intangible nature, it is especially important to capitalise on clues associated with their physical evidence in order to communicate their values (Onkvisit and Shaw 1989; Zeithaml and Bitner, 1996) .
When interpreting services brands as promises, marketers often draw heavily on the classical product branding model, emphasising raising customer expectations through advertising.
Due to the dependence on staff, it is difficult to ensure consistent standards to meet raised expectations, and quality shortfalls may frequently occur. Zeithaml and Bitner (1996) identified five quality gaps and stressed that for these to be closed, a company-wide perspective was necessary.
Classical product branding assumes an internal quality controlled value delivery system unseen by consumers. By contrast the value delivery system for services brands is visible to consumers, who are active participants. Gronroos (1990) explained how this problem can be turned into an opportunity. He argued that customers' services quality perceptions consists of what they get (the technical outcome) and how they get it (the service process). In some cases branding activity has concentrated on the technical outcome (common in financial services), as opposed to those (e.g. The Body
Shop) who have focused on the service process, recruiting staff whose values concur with the desired organisational culture and who are committed to behaving in a way associated with the brand promise. Emphasis on the process (common in hotels, airlines) should encourage a consumer-focused culture within which staff interaction with consumers may be the basis of a strong services brand.
Although Levitt (1976) proposed greater industrialisation of services processes, replacing human activities with technology, more recent research (Heskett 1994; Free 1999) argues against the wholesale replacement of staff by technology, believing that competitive advantage can be gained by staff being freed from routine tasks to concentrate on dealing with non-routine problems. A mechanistic approach can demotivate good staff and attract employees unable to respond to atypical customer requests. As Kotter and Heskett (1992) reported, there is a likelihood of better performance where staff are aware of their organisations' values. Understanding these values, and recognising their roles, reduces employee stress and increases commitment to delivering the service brand (Heskett 1987) .
Successful services brands also depend on good internal communication programmes (Cleaver 1999) enabling greater consistency delivering the service experience, regardless of the customer's point of contact (Camp 1996) . Having well designed induction and training programmes, creates greater commitment, which is an important component in services brands (Farnfield 1999 ).
Awareness of organisational culture and heritage helps managers identify principles that give the brand a genuine basis for a customer valued positioning (Camp 1999) . Managers therefore need to identify organisational principles from which a credible cluster of services brand values may emerge. Although consumers are beginning to understand some services brands, especially those which encourage the formation of relationships (Cleaver 1999) , the absence of strong services brands, indicates these relationships are underdeveloped compared to product brands (Fournier 1998 
Research Aim and Methodology
We investigated the views of services branding consultants in order to increase knowledge about what makes a services brand successful. We focused on senior consultants advising clients globally about services branding, since they are at the forefront of application, have gained considerable knowledge and experience and are influencing tomorrow's services branding agenda. Our aim was to appreciate what senior branding consultants saw as being critical for a services brand to be successful.
Our research was exploratory in nature, seeking to elicit consultants' views within their frames of reference, without imposing our preconceptions. The most appropriate method to achieve this was in-depth interviews (Goodyear 1990; Gilmore and Carson 1996) . We identified consultancies in brand, advertising, design, marketing/management and market research, then either wrote to the Chairman/Managing Director where we did not know the name of the most senior services branding consultant, or approached consultants directly.
Although based around London, the respondents specialised in advising national and international clients on branding issues. Consultancies were selected for their high profile in the services branding press, frequent presence at branding conferences, books or papers written on the subject, or expert recommendation. We also interviewed a management 9 journalist recognised for his visionary ideas about brand management. Of these 28 interviews (typically Chairman, Managing Directors or Directors), our sample consisted of 9 consultants in advertising, 5 in design, 5 in marketing/management consultancies, 4 in brand consultancies, 4 in market research agencies and a management journalist.
A topic guide was developed and each interview was around an hour. The interviews were recorded, then transcribed. This paper discusses responses to the topic: "What are the characteristics you associate with successful services brands?" Respondents were encouraged to talk as much, or as little as they wished, only probing to seek clarification and to explore in detail their comments.
Content analysis (Krippendorff 1980) was conducted independently by both authors. Within the context of the aim and following Miles and Huberman's (1994) framework, the two authors noted patterns and themes in the data, drew links with previous literature and identified categories relevant as criteria of success for services brands. The authors then compared their independent analyses and the concurrence score was calculated at 91%. Interresearch differences were resolved through discussion and reference back to the transcriptions as suggested by Miles and Huberman (1994) .
Findings
The most often raised criteria for succeeding with services brands is having a focussed position, followed by consistency. Recognising the limitations of tabulating qualitative findings (Gordon and Langmaid 1988) , Table 1 provides an overview of the broad multimention themes. Table 1   Table 1 Themes associated with successful services brands
Take in

Focused position
As Trout and Rivkin (1996) argued, societies have become over-communicated, with consumers being overwhelmed with data. Differentiating, then choosing between competing brands is becoming more challenging for consumers (Dibb and Simkin 1993; Shimp 1997) .
To facilitate consumers' choice processes, it has been argued that brands need to be positioned in the minds of prospects so they can instantly associate specific attributes (Ries and Trout 1986 ). This recommendation was echoed by several consultants. For example,
"Clarity is probably one of the key words in service brands ---about what the brand stands for in terms of the minds of the people that are buying it" (design consultant). But the point
was made that the positioning should be understood by both consumers and staff, "Clarity
would be the first thing -a very clear view on the part of the owner, and therefore on the part of the customer, or potential customer, what the thing is for" (brand consultant).
The seminal paper by Miller (1956) harvest. This origin gave rise to a culture of staff having time to serve and advise customers.
Having rediscovered this point of difference, work was undertaken to reinforce this culture and a visual identity developed around the theme of having more time for customers.
While some authors stress the importance of brand building which majors on unique cultures (eg Mitchell 1997 , Ind 1998 , de Chernatony 1999 ) the concept of revelation is but one technique which places the emphasis on internal issues.
Issues Arising From the Theme of Focused Position
The findings in section 4.1 suggests a number of issues in support of the importance of a focused position. A focused position will be demonstrated by a short, concise statement based on the brand being associated with a restricted number of benefits as, for example, in the model of a roof (positioning) supported by four pillars (themes). The selected benefits must be clearly communicated to both staff and consumers.
In terms of positioning, services brands must use clarity of focus to attract customers from competitor brands. Indeed successful services brands often move beyond positioning to encompass a philosophy which the service brand embodies. Such an underlying philosophy must contain or reveal the genuine cultural attributes of the organisation ("revelation") and then be represented to both consumers and staff. Successful services brands thus evolve from a unique culture which is revealed both in the brand and in the attitude and behaviour of staff as they represent the brand to consumers.
Consistency
Consistency was seen as being almost as important as having a focused positioning in successful services brands. As many others have observed (eg Lovelock, Vandermerwe and Lewis, 1999) services marketing presents the challenge of variable quality through dependency on staff. This was mentioned by eight consultants, and is summarised by an advertising consultant: "The single most important and most difficult factor is achieving some kind of consistency in the experience that consumers have of the brand." Later we explore themes for ensuring consistent staff behaviour, but it is worth considering the views of two consultants. Both argued that consistency could be encouraged through systems. For example, the way the UK telephone insurance company First Direct uses IT to get representatives to ask, in almost a mechanical manner, a few questions to help locate the caller's details on their database. Once confirmed, the support of the database facilitates a more personal interaction. When developing support systems for staff, the organisation needs to consider how these can be implemented across all points of customer contact. The example was given of a holiday company's representatives who are well recruited, trained and motivated, but within two weeks of arriving in a resort, their behaviour lapsed because there was no support system.
Brands, succeed through a consistent approach across stakeholders, not just consumers (Kapferer 1997 ). Related to this, an advertising consultant spoke about the values of a successful mobile telephone brand and how these led to coherent sets of activities when dealing with ecological, staff and consumer issues. By contrast a bank with its corporate values was cited by an advertising consultant which had totally different styles of staff behaviour between its overdraft services and mortgage services, even though consumers perceived these as the same brand.
One of the service quality gaps (Zeithaml and Bitner 1996 ) is attributed to expectations from 
Issues Arising From the Theme of Consistency
The discussion in section 4.2 suggests successful services brands depend heavily on achieving consistency in all stakeholders' perceptions and experiences of the brand. We stress stakeholders, not just consumers, since the consumer's experience is dependent upon consistency of understanding throughout the whole chain of activities in the organisation. As a result of this, successful services brands have systems designed to encourage consistency between the brand's values and staff behaviour, as well as consistency between external and internal communication and staff behaviour.
Values
The third most apparent theme about successful services brands is that they come from organisations which have a clear view about their values, with a "culture which is focused on doing the right things for the customer" (management journalist). It is well understood that values drive behaviour (Reynolds and Gutman 1988; Buchanan and Huczynski 1997 Collins and Poras (1996) , he argued that businesses based on convictions are more successful than those solely driven by profit.
An advertising consultant felt successful services brands are more likely when staff are recruited who are passionate about service and join a culture where this passion is embedded.
In his opinion this is sufficiently important that "you need a passion first and then the process -if you've got the process and no passion, you're done for". He and a management journalist both felt that a driving passion from the founder or senior managers encourages staff to reflect this in their behaviour.
What has emerged from the consultants is that staff are critical in services branding and by recruiting staff whose values are broadly aligned with the brand, there is a greater likelihood of succeeding. As a design consultant explained, sustaining a competitive advantage through staff will necessitate strategies to encourage them to want to stay with the firm as "internal loyalty will be a big issue for services brands in the future".
Issues Arising From the Theme of Values
Successful services brands are characterised by organisations with core values which are deeply embedded. When these values are enacted with conviction by the organisation's management, they are more likely to result in genuine staff conviction. Once again staff attitudes and behaviour are shown to be critical for successful services brands. A deep, rather than superficial, service culture is more likely to avoid the potential pitfalls of cynicism in living the brand's values.
Systems
The issue of systems was mentioned earlier when we considered the importance of consistency. Not surprisingly therefore, the consultants' comments about the broad theme of systems are mainly concerned with insights into how they contribute to ensuring consistency.
Partly as a result of the significant growth in the services sector, many firms have systems that once were suitable, but are now less appropriate (Hammer and Champy 1993; Mitchell 1997) . One brand consultant argued that some firms are reluctant to change or even review their systems. With their systems "being stuck in the mud", their brands will be overtaken by those more receptive to new business systems. As a management consultant argued, Good supporting systems which increase efficiency will soon be "hygiene factors" (market research consultants), which are necessary simply to remain competitive. What will be a differentiating factor is the extent to which staff understand the nature of their brand and 20 appreciate their role and the systems role in supporting it. This was made clear by a brand consultant who indicated cases where emphasis had been placed not on the supporting systems, but on enabling staff to appreciate the nature of their brand.
Issues Arising From the Theme of Systems
In the short term, successful services brands will be associated with firms that install appropriate supporting systems for staff. However, that is a necessary but not a sufficient condition for successful services brands. In the longer term success will come through staff fully understanding the nature of their brand and being able to support it through consistent styles of behaviour. Therefore whilst services brands need supporting systems, allowing staff to rapidly communicate with each other, and which provide customer-facing staff with up-todate information, consistent delivery of the services brand also depends on understanding the nature of their brand.
Other Themes
Several other themes emerged although at lower levels of frequency.
Some consultancies have models to help develop their clients' services brands.
Unfortunately their details were withheld, due to their commercial value.
Having good internal and external communication was mentioned by some as important.
However, as a market research consultant stated "but it's consistency which is the most important thing" thus suggesting that consistency between internal and external 
Issues Arising From Other Themes
In these further themes it is noteworthy that staff contribution is mentioned in relation to each element. In managing the link between internal and external communication; in contributing to the continuous cycle of services innovation; in managing the relationship throughout the extended consumption chain of the services brand; in managing the emotion evoked by the brand at each point of contact with consumers; staff behaviour is paramount within each element. Successful services brands are therefore characterised by a company-wide commitment to ensuring that the emotional relationship across all points of consumer contact is consistent. Company-wide commitment is needed to achieve consistency between the communications for a successful services brand and the nature of the brand, with internal communication explaining, encouraging and reinforcing appropriate staff behaviour.
Discussion and managerial implications
For services firms seeking to improve consumer perceptions of their brand's and enhance the successful management of services brands, this study has generated implications based upon insights from leading-edge consultants. The key themes strongly reflect the major points reviewed from the literature, in particular those points emphasised in the service management literature concerning the service encounter, the motivation of staff and the marketing/operations interface. This study has integrated this dispersed literature and shown its application in services branding.
The most frequently mentioned theme associated with successful services brands is a focused position with a well-specified, but limited number of selected benefits. and behaviour are shown to be critical for successful services brands. However the point that is being stressed here is the responsibility of managers in creating an organisational culture where management commitment precedes staff commitment.
The view that emerged was that systems were a necessary but not sufficient, condition for success. Whilst systems that allow staff to rapidly communicate with each other, and provide customer facing staff with up-to-date information are fundamental, systems alone will not deliver successful services brands. That depends on consistent behaviour which in turn depends upon shared understanding of the brand's values.
In considering the remaining themes arising such as communication, relationships, emotion and added value, staff contribution recurs as an important part of each theme as, for example, in managing the link between internal and external communication.
To summarise a number of critical factors stand out. There is a need for ruthless clarity, not just about the positioning of the brand, but equally about the genuine values within the organisation that the brand represents. Such organisational values must be reflected in people believing the same kinds of things about the brand. Shared values are more likely to arise when management behaviour is based on genuine conviction which should result in commitment, internal loyalty, a clearly understood internal brand and the ability to deliver a consistent approach across stakeholders. It is clear that staff are crucial in services branding and that staff commitment has to precede consumer commitment.
Other studies (Bitner et al, 1990) have emphasised the importance of staff knowledge for the constructive interaction of staff and customers. Managers have the ability to influence the level of knowledge available to customer-facing staff; therefore systems must be designed primarily as staff enablers. Service staff have a disproportionate impact on consumers'
experiences of services brands. Managers in turn have a disproportionately large role in 26 ensuring that knowledge, training, systems and commitment are in place to enable staff to deliver the services brand values to all the organisation's stakeholders.
Conclusions
Our study deepens knowledge and understanding of the factors affecting successful services brands. Unlike previous research that has concentrated on differences between product brands and services brands, we specifically identified themes specific to services brands. Our results surfaced three criteria of importance in the success of services brands: focused position, consistency and values.
The results are theoretically fruitful in suggesting hypotheses that could be tested in future research. For example, the relative importance of these three key success criteria could be tested in a variety of service industries differing in their balance of service characteristics such as the mix of tangible to intangible components. Different groupings of criteria are likely to result for service industries such as professional services in which service interactions along the chain of consumption are especially complex and long-term.
Another direction for future research would concentrate on the key theme of 'consistency'
and identify more precisely the relationships between the human and non-human elements involved in achieving consistency in support of services brands in different services contexts. 
